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ABSTRACT
Institutional governance in Canada is legislatively .

apportioned to the individual provinces. Fach.of the provincial
legislatures has established government departments to direct the

operation of post secondary education. Boards of Trustees, a
well-established tradition in the United States, do not exist
uniformly for alltypes of post secondary institutions in Canada.

grief overviews are given of the governance structures din British

Columbia, Alberta, and Quebec. Anne Stevenson, chairperson of Cariboo

College Council in Kamloops, addresses selected governance issues
roi the vantage point of a lay bOand MeMber..Stevenson reviews

school district representation; who is allowed to vote; principal,

faculty, and student participation: budget and educational
priorities; and labof relations. Gary Dohla, President of the Mount

Royal College Students'Association in Calgary, discusses his view of
institutional representation in college governance, with an emphasis''

on the positive input-provided by acuity, and students. A president's

l'.
perspective oncommunity college, g ternance is pzesented. by George f

Wootton of Douglas College in New V stminster. He attemptS to point

out both the positive and negative aspects of faculty and ptudgnt
involvement in governance. (Author/A )
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WOULD Nrw BOARD STRUCTURES ItiPROVE COLLEGE GOVERNANCE?

A FORUM TO EXAMINE CANADIAN EXPERIENCE*

Abram CA. Kodrad
University of Alberta

The major purpose of this presentation is to draw upon Canadian

experience to focus upon the structural context of governing hoards izy

postsecOndary non-university education. Although
,

we shall not describe
-

in detail any one of the provincial systems, we will attempt to identifY

the common as well as some of the unique features-of these Systems.' My

,,commends will'
a

establish the background against which specIfic.iisues-
,,

can be explored. Each of the forum m mbers, in turn, will provide the

views of a lay board member, a studertllllll bOard member and a college

president! Hopefully, each of you will provide an even greater sense

of reality to. our session bTdrawihg specifically upon your own experiences

rind sharing, these with us in the Interaction session.

Legislative authority. In any discussion of educational structures

in Canada, explicit reference must be made t Section 93 of the British

North America Act which gives complete control of education to the .provinces..

Althcigh`federal involvement in postsecondary echfcation is substantial,

especially in technical/vocational and manpower programs, legal respendl-

ility .for education resides in provincial legislatures. Mere are no

federal agencies specifically designed to effect decision-making in the

.community colleges; proyincial legislatures are solely responsible for

* .
.. .

A Presentation prepared for the 1975 AACJC annual convention, Seattle, (

AOril 15, 1975. Permission to (-Note or reprint restricted.
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meeting the educational peeds of society.

ProvinciallegisLative bodies may

prehensi!ie structures for deeisidri-Making

Public policiel regarding societal goals,

structures, and fiscal priorities develop

be regarded as the most com-

in postsocondary education.

provincial and institutional

from the debate withiu the

political forums in each proVince. 'And these forums are subject to

all of the pressures and influences that are common to political struc-

tures.

Departmental structures. Each of the provincial legislatures ,

has established government departments to direct the operation of post-
,

seconddry educat ion. Legitlative members are eleeted; depaAental

officers are appointed. In each province, civil servants3in a government

.

depailbent carry the responsibility for the overall planning, develop-

ment, and management of collekimnration. They specify standards of

'performance and provide coordination among the various institutions

within a system . Compared pith college and'university boVeratipns in

the United States:it-would appear that college operations are/more

centralized in Canada.
1

Institutional' boards. The tradition'of boards of trustees is

Well-establi'shed,in North America. ,Interestingly, however, governing

boards do not exist uniformly for all types of postsecondary institutions

. in Canada. Only universities have boards of trustees in each of the

. -
. .

provinces; technical institutes, generally, are operated' directly by

provincial departments of. government in each province. A variety of

arrangements obtain for the community college's, and I will review three
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of these briefly.

The college board council) of each pnaic college in British

Columbia is constituted by a cblbinationp1 4pointive and elective

preiedures. Governmeht appointees conscitute a minority on a board;

the majority of members on a _governing board are trustees who represent.

local school districts cooperating in the operation of the college.

The trustees serve on school boards through non-partisan elections

and one member from each ,cooperating school district is selected to

represent that district on the college board. The term of office.

for all board members in British Columbia is one jear,,, although reap-
,

pointments may occur. The-college principal and bursar attend meetings-

of the board, but they do not hold membership on the board. No

institTonal representatives serve as members of the college-boards in

British Columbia.

Each of the public colleges operates under the direction of

a board of governors in Alberta. The board.consists of five.lay members

appointed by government, the college presiu:nt, a faculty elected by

the faculty and a student selected by the stiidfnts. Lay members serve

three -year terms and are subject to reappointment.; institutional membei.s

serve one-year terms which also may be renewed. No role distinctions

are made between lay and institutional members.

College boards in Quebec also are composed of appointed and

elected membe..s, as well as of external and internal memberi. Nineteen

persons serve on the CECEP board: five lay members appointed by gove-rn-
%

ment, four parents of students elected by the parents, four faculty

4



elected by. the faculty, two tAents selected by the students, two

(
.additional persons selected by the institution, the academic dean and

the president. In summary, nine external members and.ten internal

members constitute a college board in Quebec.
.

. Against this very sketchy background, we will now invite three;

oarticipants`in_Canadjen college fioards,to identify selected governance

issues., Anne, Stevenson, chairperson of Cariboo College Council in

KaMloops, will address the question ft'om the vantage pqint of.a lay

=board member; Gary Dohla, .Prtsident Ofther-Mount Royal College Students ,
1

Associati' in Calagary, will provide an institutional answer; and,

finally, we ill ge, the presidential perspectives from George Ooot.tba

of Dquglas College in ?ew Westminster. Following the three presentations,

we will welcome'your partic1ipation in an interaction on the forum question.

4
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HURDLESt TO OVERCOME

Anne Stevenson

.

Cariboo College

.1.1

CoOmunity colleges have set.new and exciting directions in

.

educationin.British Columbia. The Department of Education recently

received the report of a Task Force ,which was established to assess

the needs and aspirations of the people.in British Cold0bia in deV0-013

.

ing all facets of community colleges. Many recommendations have already .

been implemented; oti)ers are being assessed by the Department of
3

jolucatilip. A democracy demandsmbre of people than any other form

of government. Nevertheless, on the way to perfection there are hurdles

to overcome.

Schclol District Representatpn

A problem, and sometimes a highly emotional one, facingcollege

boards in British Columbia is the place.of school trustees, on cottbge

boards. (In B.C., college boards are called councils and.boardimembers

are referred to as counsellors.) There are board members who feel

strongly that schuol trustees mustbe part of the college board because

of school'board budget control, and school trustees are able to give

the grass roots.input. Without the school trustee, the c.jlege board

would become remote from schooldistrftts, especially in rural areas.'

Then thergeare those school" truste

i

s oq college boards who are already

F
.

deeply involved with school bo d commitments. To take on another area

involving as much commitment as that of a school trustee is impoisible
,/.
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for many)fr taken reluctantly by others. To which body does the school
1

trustee owe his /hex allegiance? School trustees think it should be
.

to the'schdol board. College b ards think the college should occupy

enough time and attentio n to perfo m a dedicated service. As colleges

grow in number and size it become increasingly difficult to'eo-opt

school trustees to sit on college boards. The result is, this area

of service is frequently perforupd-unwillingly. Trustees hoping-the

stint will not last long. Interior colleges serve large geographic

areas which means the*schoprtrUstee members of college boards must
.

add more time away frombusineis, home and family, because college board

meetings frequently mean an overnight stay. The solgtion to school

board rePresentation y bf:

l) Continue as at present for those school trustees who feel trustee

involvement is.important to the direction colleges will take.
it)

2) Permit school boards to choose a knowledgable, interesteaveLae;

who.is nee'a trustee, but has the confidence of-the school board

to represent the grass roets of/the school distticts.
4

3) Election at large withIn the school district°.

Who- Votes?

Another controversial issue that B.C. college boards face is

the acceptarce or the rejection of the Task Force's recommendation that
. /

boards should'be more representative of not only the w1ole college

region, but also of the college community itself, thnt is administration,

studentVand faculty.
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Principal. Certain board members question the rights.of the

1

principal to vote -- the principal who is carefully chosen by the

board to reflect the philosophy of the board, and iiho is the chief

'executive offic,Ir.

or-the principal ?"

The 'old cry of "who runs the college, the board

is an argument frequently used against the principal's

voting pqwers. If a vital issue haS a split Vpte and the voteof the

principal decides the issue, those members opposed to't6 principal'S

voting rights

This argument'

decided by on

are winced that too much.power is wielded by him.
fi

is refuted by stating that any crucial question that is

ote should go back for re- examination. -The solution
.- .

may he to giVeithe principal the choice of exercising the rightta"

i

vote, or not, but h/she should not be incriminated if .the choicis to
.

forego the privilege of-voting. ib/she may. not wish to
.
injure Public

relations by negating a proposal on which fadUlty and /or, students

haVe spent much time xn¢ energy. Chalices pre that anything of great

moment would. requ substantial majority -- declared by poilay -- or

would have been, thoroughly in estigated loltng'before.,it appeared "c,.

f

1.

the board agenda. ..
I .

Faculty. .Instead of sitting at the board table-giving vocal

input, to which the board actively, orinactivelx, listens, the

faculty representative with voting powers must take responsibility

$'

for his/her actions. Because of the direction given by the faculty

their representative must reflect the concerns of the faculty. Tae`

//

contribution given br the voting faculty member opens-another dimension

to both college board and FaCulty Association. In discussjins of the

8

I
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butftet the faculty representative is involved in establishing prioritis

concerning facilities and Programmes for'the whole college region.

In this decision-making experience the faculty representative's own dis-

cipline isof little consequence:4 He/she must be controlled first by

the philosophy ofthe college and, second, by the needs of all faculties

(including'Co- ntinuiug Educ In) of the whole college region. Added\

to thiOesporisibility the faculty member must justify his/her stand

to the Faculty Association. The faculty member thus becomes a much

more usefitl member .to board and a good liaison for faculty. Though

sdme faculty members are eager to have a vote on the board, t
/

ere are

goml who state emphatically that they would rather attend bord

meetings as critics. They fear that working in close harmony
0

on the

board would spoil the adversary attitude which they feel is neces-
.

sexy at the bargaining table. If the Faculty Association were give

the choice to vote or not to vote, who would win?
f

.

Students. In spite of publicity tpd/lhe contrary, the student

1
is not always given th e first consideratio at the various levels of

t17 educational system. Colleges are uniqUely equipped to recognize

the value of tte student's. input in decision-making because ..)f the

I

numbers of mature students and because of the variety of programmes

in a comprehensive college. Though students have been asking for a

voice (vote), there is apathy in participating in college affairs
f

serving on stu ent council, working on student newspaper. it vote
,

. ,

On the board giVe students sire clout in the decision-making
/. \.

4



c

-9-

\

process which will hopdfully interest the whole student -bedy. The

board gains...additional .insight into the perception of.the needs and

aspirations of'sfudents. The students must, like faculty, establish

the priorities of the whole college region, with a limited budget. .

Students have been able to voice opinions at board meetings,.but this

experienceis vastly. different from, accepting the responsibility of

1_
/ voting for a library or a gymnasium and.defending the vote -- considering

6 - 'I .
, . ,-

.. .

tir priorities in the budget f r the boarcr as well as for fellow students.

The student-is thus held accountable for this ckecision and the board .1

learns the priorities of studen

In a.multi-campus cull gewhich provides a large Continuing

Education programme in the populated and remote areas. -- what students

should vote? Fullhtime students? And/or any student anywhere in the

college cegion, taking any course for any length.of time? Another policy

problem for the board to ponder.

Budget and Educational Priorities

The preparation of the budget is a difficult task for both admin-
.

istration all the college board.; perhaps the most difficult aspect is

the need to establish priorities, guided by the philosophy Of the board.

Will first or second year uni..4rsity transfer programmes take precedence

over upgrading and remedial courses? Will the acadcmic faculty and students

/
be denied cJurses to enable the college to fund, properly, counselling

and guidance as well as ina4th.upgrading programmes\-- necessary id a

proclaimed open door college? Or will those doors be closed to enable
.

the money to go to an extendion of existing prod; ammes?

10
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co ege OilOsophy that has promised meet the needs of

the vast College- region may force the board into ex'pensiveoff-campus

courses that small communities, and especially the Native people, are

aging for. Can a board justify the cot of a\_six-person ..eorolment in .

f.

an English class remote from cathpus, but an enthusiastic cldss in a

-

comitunity which receives very few of tae benefits from the college

enjoyed by students al the eneral public who live close to the main'

campus? These are difficult decisions boards must face in a recession

J \ :

Using the expertise on faculty, may the college dare plan for

futu;e electr nic packaged programmes to be delivered t remote areas,

cycle.

to ranchers and their families ?\ Tominers, cowboys, chers? The

needsof theise people have been neglected except-for aiver; few short

\s Continuing Education vocatiodli Curses. The cost of 'service to the
. \

,

community" under a tight.bUdget

ing of priorities is a nigh

College boards mus

the B.C.,Associatan ofthrough

are

put

I

is a growing problem and the establish-
)

pressure on the'Departent of Education

Colleges to ask for delfinite plans for

provincially oriented courses. The right course in the rleprollegeto

avoid waste of human and fjnansial resOprces, resgarching courses without

di-ection Lrom the Department that such

considered in that college. A provincial

courses is.requkred to avoid wasteful d

Wasteful duplication of services must be a

programme would be seriously
,

plan for provincially oriented

p icatirebf time and money.

competing with colleges, particularly in th

11

oided -- for example, universities

field of adult education.

4
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The spheres of influence; the expertise oCGO-Urs-f-eVels of education., ,

.-,

.
, ,must be clearly-defined to avoid wasteful duplication -of services.

. 1

The each must also be researched so that colleges and

( t . .

universities are not in.competition; those areas throughout the province,

cities ,and rural communities that are best se \ved by, colleges should

(%

be restri-cted to colleges. At the shme\time.colleges should never

- ,

aspire to become 34ttle univeTSivies. Boa s\should.never forget that

.

..:

they are dedicated t., the philosophy of comprehensive:colleges, where N4
,

. . _ A 1
II

all courses have equal Status, be they academit), caegr.or vocational. ,

L
-

/ 1
Labour Relations

The process of largaining must be understood by board members.
/

but even if .1apable they should

controlled, nO-matter whAt: .

They may allpear_ at the bargaining table,

not act. as negotiators. Emotions must be

the provocation in this bargaining garde.

members, must 'be mode aware that liaiso

i '.

quickly, without harefeelings, and in h
a

Board malbers, espicialli. new .

4 .4
must bemaintained so tnat

e interests of studvnteducation,

The\dversary re-
, \

ition f wits, not a confrOn-2

the previous Olimdie, of co-operation will

IFtionship should' be regarded as a' compet

(
tatibn -of principles; goodwill must ptevail. If negotiatIbns end in

strike action, so be it.
-

G s %

2f

ti
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VIEWS OF STUDENTS AND FACULTY

Gary J. DOILLa

Mount Royal College

I ,

te
Aboard structure incorporating institutional r pregentation,

I believe, does; Improve the governance of the college.

#

# Student and faculty temUers of the board can"provide a more

complete institutional point-of-view than could the admini. -ration

by themselves. Albo, the Students Counc1 or Faculty Association have/

the opportunituof hearing ftom th ii: respect/lie representati4of par-

j
ticular boatptction, thus, the dents Caundil or Faculty Association

I

are possibly more amenable to particular adtions than if they hear about

t hese k!or tale administration.

.4kit' There s also the point that students or facility members can

bring to the attention of the public members 'how any action or inaction

of the board,w/11 affect either association or a segment,,,ofsits member-

' \

ship. In this waithey are very much like a sounding board of the people

who will, be a fected'by the adoption and implementation of a particular

1policy. The dminiStraters report on reaction they perceive but, as
.

,

was statecL.parlier, the udents or,faculfy- through their representatives

on the bdhrd can relay a morepecifi reaction to policy.

--, !....,_

In my capacity as a timber of -theboard and Is president of the
N...._

Students Associatio, L am able to gi in less gen ized statement as

to how policy will affect the tude Association.

am n a-position of b

,board is doing plann4ng,_Elns of

as war= as is possible of whatthe

what direction the Students

-12- .
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Associ'ation is. taking or could take. I do not think a conflict of

interest exists or hat the Confidentiality
oi,the.board is endangered.

Another aspectofhaving student and faCtilty members on the
-

Board i3f(tovsrnoYs is that, they are made aware, throne) contact with

the blic members a 'the board.., what the public perspective is. This

is'important because I believe public bi;ard members are the furthest

removed from the college commUnity.and what is happening in that corn-

$ munity.- They rely primarily on reports from the, administration. This, ,

#

II believe, 13 an unforttinate situation.

Theicohposition of the board, I believe, should be seven public

members, two faculty, two students, and one non -faculty staff member

who is not in an administrative position.

I do not think that the pre4clent of the 'college should be a

voting member of the board but, rather, that he should attend aill board

meetings, along with other key administrative officers to provide input

r

I
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tl'RESIDENT'S-PERSPECTIVE ON COLLEGE GOVERNANCE

George C. Wootton
Douglas College

#.

The role of the president of a community college has changed

markedly over the last twq,deCades. From a time when the president

P
0

was the sole "voice" for the institution to the present when' all groups .. ',

i_-----7--
directly Or indirectly involved with the college'want a major and dirge e .

.say in the running of the college, the lation, -.

--. 1

es

been.the"responsi-b14! person.'

Is this change in interest and desire for involvement good or

bad? Obviously, no simple answer ekists. However, I will briefly de-

.'

velop the case -for the positive aspect of the involvement-offaculty

and students on the college board. In so doing, I will also indicate

the negative aspects that can result-if care is not taken in,/learly

indicating the nature of the responsibility while serving on the boar4.

First, we must be sure. that the board understands its role and

responsibility. Briefly stated, this is to establish the basic philosophy

for the college; to approve basic operating policy; to oversee the

expenditure of public and private funds; td ensure that /he needs of

the various groups involved with the college are met; and finally to

interact politically with the various levels of government on behalf

of the coileX

It has been generally accepted that to do the above, the board

should'be representative of the community. In the past, the 4mmunity

-14-
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has referred to the eflernal community.) Selection of a board mepber

has been by appointment and/or election, and has been based
4
on the

. .

premise that the member should bring to the board the perspective that

A . )
his/h backgrOund allows.7

V
N

A new board member often tries to speak

,..

san behalf of his /her grup and to vote on issues based on the desires .

of his/her constituency. A copege board cannot be truly effective

until the members recognize that they aresexpected to act and vote on

the basis ofwhat is best for the college.

The same rationale holds in the case where representatIon on

4-,

the board is extended to the internal al community, i.e. faculty and

students (or if we truly believe in representation of all'the internal

groups,-then to faculty, 4udents, support staff and admanistration):

s'

Here the board member. must, if he or she is to be effective, take even

greater care to act as a member of the board who has a student, faculty .

o 1

staff or administrative background, rather than as the spokeSman for

the particular group fro p. which he/she comes. Care must be /taken to
k

ensure that those matttrs\which sp(cificall relate to faculty, support

1
1

staff, or stuaent-welfare dr working conditions-Are Left "the---various-

association or union groups to present to the board or c ittee of the

board. .

The student, support staff, or faculty member obi the board who

attempt's to relate to the board what is happening in the college froni

his/her liTited perspective is doing d'disservice to lioth the boa

and the group supposedly being represented. this is note ;z problqpi..w en

these individuals, like other members of the board, act on the basis of
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the information presentedto the board through the various Committees

beard and by the various associations and union groups. In this

/- case, their' i..ions are of great value to the board in attempting to

arriWat a (Ncisicn.
j

ThetYtten-raised question of "conflict of interest" for faculty

p rt staff is not a problem if the members from these groups act

in a wanner conslittent with th4-expected of 'a board.member. That is,

each decision will be basel'on'what Is the best for #he
%

college-rather

than wfiat is best for the specific group.,This cancause the members

problem s x.ith some of the members of their peer grit:Rip who will not

rIS st*
support staff, and administrative members.

*.

11Preciate their 000.tien but this is the price that they will have to

.

f 4

pay '

A

Cam- r
The major precaution the board will have to take is to ensure

that the role and the authDrity.of the president as the official spokesian

for the college and his role as the final authority for the operatton .

the college are perfectly clear and strongly supported.' The president

, does not attempt to repreaeot any or all groups in the college but makes

7)his recommendations to the board based on input from] each of the affected.

groups. Neither should the faculty, support staff, student or administrative

6

members of the College oard be lookeiows official spokesmen for their_

'groups. They must en as members'of the board who have some specific

experiences in community college work, the same as other members of

2
the board who have experience with business, industry, minority groups or

il

..-

/unions, etc.

If the above guidelines are followed, a successful board should be

then'd, rather than weakened, by the addition of student, faculty,

ROI
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